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Abstract 
In contrast to common burnout interventions, BOIT is a combination of a person- as well as an organization-directed 
intervention. It aims at sensitizing supervisors towards burnout. Moreover, it also exceeds the conception of person-
directed training by identifying possibilities to intervene as a supervisor. The present paper discusses the training 
outline as well as its advantages over other interventions. In addition, it reports burnout prevalence rates among 
samples from three different countries and initial (i.e., wave 1) survey findings. 
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1. Burnout and burnout interventions 
Burnout is a work-related syndrome which is characterized by emotional exhaustion, cynicism and 
reduced personal efficiency (Maslach, Schaufeli & Leiter, 2001). Emotional exhaustion reflects a state of 
being emotionally drained from work, cynicism is a detached and negative attitude toward one’s job and 
the people involved (i.e., patients, clients), and reduced efficiency refers to the belief that one can no 
longer work effectively.  
Burnout is the result of a wide range of organizational and individual characteristics (i.e., gender, 
personality traits). High job demands (e.g., workload, time pressure) and lack of job resources (e.g., lack 
of autonomy, low support, unfavorable work climate) are traditionally seen as important precursors of 
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burnout (Demerouti, Bakker, Nachreiner & Schaufeli, 2007; Kalimo, Pahkin, Mutanen & Toppinen-
Tanner, 2003). 
Burnout has important consequences for organizational as well as individual welfare. It has been found 
to reduce job satisfaction and organizational commitment (Maslach et al., 2001). In addition, it has also 
been related to lower productivity and absenteeism, which in turn directly create financial losses for the 
organization. In addition, burnout is found to deplete individual’s health and well-being. As a result of 
burnout, employees may also gradually find it harder to go after family/non-work activities due to work 
responsibilities (i.e., work-to-family conflict).  
As working environments have become more demanding over the last decades (e.g., greater work pace 
and  intensity),  it  has  become  increasingly  important  to  address  burnout,  its  precursors  as  well  as  
consequences at the worksite. Most burnout interventions are directed toward individuals (e.g., Le Blanc 
& Schaufeli, 2008). Such findings are, however, puzzling, as organizational precursors have been shown 
to more notably determine burnout levels compared with individual characteristics (Maslach et al., 2001). 
In fact, a recent review found that a combination of a person- as well as an organization-directed 
intervention is likely to be most effective at dealing with burnout (Awa, Plaumann & Walter, 2010). 
Therefore, the aim of present paper is to introduce a new combined intervention, the BOIT training. The 
paper discusses the advantages of BOIT and presents baseline evaluation findings. 
1.1. Person- and organization-directed interventions 
The emphasis of person-directed interventions is placed on changing the individuals and their behavior 
rather than changing aspects of the organization (Le Blanc & Schaufeli, 2008). They may take the form of 
skill trainings (e.g., time management), therapeutic sessions or burnout workshops, whereby the latter 
usually apply a combination of the former two. The aim of such interventions is raising awareness on the 
topic of burnout. In addition, they strive to alter one’s (negative) response to stressful situations by 
employing relaxation techniques or elements of cognitive-behavioral therapy. Support was found for the 
effectiveness of such interventions (e.g., Awa et al., 2010). However, their effectiveness seems to be of a 
rather short duration. Organization-directed interventions, on the other hand, include actual worksite 
changes such as job redesign or work support groups. Such interventions strive to change actual 
organizational demands and resources, such as reducing workload or increasing autonomy and support. 
Although studies have shown positive long term effects of such interventions, “neither changing the 
workplace, nor changing the individual worker is enough” (Le Blanc & Schaufeli, 2008, p. 205).  
1.2. Combined (person- and organization-directed) interventions and the BOIT training 
Most straightforward positive effects have been found for combined burnout interventions (Awa et al., 
2010). Interestingly, such effects are not limited to burnout changes only. An evaluation study employing 
both types of interventions (Hatinen, Kinnunen, Pekkonen & Kalimo, 2007), for instance, found reduced 
burnout levels to be mostly attributable to the organization-directed part of intervention. In addition, both 
types of interventions showed positive effects in terms of an improved organizational climate. 
Nevertheless, such interventions are still less frequently employed in organizations. The Burnout 
Intervention Training for Managers and Team Leaders (BOIT), which was piloted in six European 
countries (Romania, Denmark, Italy, Germany, Austria and United Kingdom), comprises both a person- 
and an organization-directed intervention. BOIT aims at raising awareness on the topic of burnout among 
managers and team leaders as well as at training them to prevent detrimental working situations. It 
encompasses four face-to-face workshops, three of which are followed by e-learning parts in order to 
supplement the training materials. As BOIT has a flexible time line within and in between the workshops, 
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the duration of the workshops can range from three to seven hours. The whole training, on the other hand, 
can last between seven and seventeen weeks. After completing workshop 1, the participants should be 
able to understand what burnout is and what the most common burnout precursors are. After workshop 2, 
managers and team leaders should be able to list important burnout consequences and identify typical 
burnout signs. The workshop is accompanied by exercises in which the participants learn how to discus 
burnout with one’s subordinates. In workshop 3, participants learn about burnout interventions. They are 
being trained in order to know one’s sphere of responsibility. At this stage role plays are being employed 
in order to try out how to react when burnout occurs. At the end of the workshops intervention plans are 
being developed, such as changes toward a more open communication, increased support and increased 
flexibility in terms of time schedule. The last workshop is aimed at reflecting changes that were made and 
discussing new interventions in organizations with peers and the trainer.  
BOIT was accompanied by a two-wave evaluation study. Wave 1 was carried out immediately before 
the  workshop  1.  Wave  2  is  planned  to  be  carried  out  4  months  after  the  end  of  workshop  4  in  each  
participating country. By following the recommendations of Adkins and Weiss (2003), not only the direct 
training outcomes (burnout) but also the burnout-related organizational (job satisfaction and affective 
commitment in our case) and employee outcomes (work-to-family conflict), as well as possible mediating 
variables (organizational climate) are being evaluated. Pre-intervention measures were taken in order to 
obtain initial burnout prevalence rates. Furthermore, we were interested whether baseline results provide 
support for connections between burnout level and burnout-related variables of interest. More precisely, 
we looked at whether different burnout groups can be discriminated in terms of relevant variables.  
2. Method 
2.1. Participants and procedure 
During  wave  1,  an  online  as  well  as  a  paper-pencil  survey  was  carried  out  in  five  countries.  As  
employees from Germany, Austria und the UK did not participate in the (full) survey (i.e., survey based 
on supervisors and subordinates), the data presented here contain only results from Romania, Denmark 
and Italy. Managers and team leaders from Romania (N=14) and Denmark (N=9) received a paper-pencil 
questionnaire which they had to fill-out immediately before the training. Italian managers (N=7), on the 
other hand, received a link to an online version of the questionnaire before the training. Subordinates 
from Italy (N=8) and Romania (N=28) received an online questionnaire, whereas those from Denmark 
(N=73) filled-out the paper-pencil form. Sample characteristics are shown in Table 1.  
2.2. Measures
Burnout was measured with the Maslach Burnout Inventory - General Survey (MBI - GS). The MBI - 
GS includes 3 dimensions: emotional exhaustion (5 items), cynicism (5 items) and reduced personal 
efficacy (6 items). Job satisfaction, organizational climate, work-to-family conflict, and affective 
commitment were measured using well established and psychometrically sound measures.† Satisfaction 
was assessed using the 3-item scale (Cronbach’s alpha=0.66). Climate was assessed using items reflecting 
the autonomy (5 items), involvement (6 items), supervisory support (4 items) and welfare (4 items) 
(Cronbach’s alpha=0.85). Work-to-family conflict (WFC) was measured using 6 items (Cronbach’s 
alpha=0.92). Affective commitment was assessed using eight items (Cronbach’s alpha=0.79).  
† Information on the scales as well as the references are available from the authors on request.  
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Table 1. Sample characteristics and burnout prevalence 
Italy Romania Denmark 
Managers Subordinates Managers Subordinates Managers Subordinates 
Gender
Male 4 4 3 9 1 2
Female 3 4 11 19 8 66 
Age 
Less than 30 years 1 3 2 14 1 8
From 30 to 40 years 4 3 10 9 2 9
More than 40 years 2 2 2 5 6 56 
Work hours weekly  
M 41.00 38.71 50.00 41.33 39.38 32.32 
SD 11.39 11.70 8.66 6.68 4.43 5.38 
Burnout group 
No burnout 3 (42.9%) 3 (37.5%) 6 (42.9%) 15 (53.6%) 7 (77.8%) 43 (58.9%) 
Some burnout symptoms 4 (57.1%) 4 (50.0%) 8 (57.1%) 10 (35.7%) 2 (22.2%) 29 (39.7%) 
Severe burnout 0 (0.0%) 1 (12.5%) 0 (0.0%) 3 (10.3%) 0 (0.0%) 1 (1.4%) 
3. Results and discussion 
Our results highlight burnout prevalence rates in each participating country, as well the differences in 
burnout-related variables among different burnout groups. By following an approach of Kalimo, Pahkin, 
Mutanen and Toppinen-Tanner (2003), we categorized burnout problems at a syndrome level (i.e., a 
composite score of all three dimensions) and divided all participants into three groups: 1. no burnout; 2. 
some burnout symptoms; 3. serious burnout. As shown in Table 1, burnout was not highly prevalent 
among the three samples regardless of supervisor or subordinate status. Interestingly, none of the 
managers in any of the three countries experienced severe burnout. Due to low representation, the severe 
burnout group was excluded from further analyses. Comparisons are, therefore, based on the no-burnout 
group and the some-burnout groups only. 
Table 2. Means and standard deviations (shown separately for country and burnout prevalence group) 
Italy Romania Denmark 
No burnout  Some burnout No burnout  Some burnout   No burnout  Some burnout   
M SD M SD M SD M SD M SD M SD
Job satisfaction (1-5) 4.94 0.14 3.79  0.91 4.60  0.49 4.17  0.50 4.53  0.60 3.92  0.61 
WFC (1-5) 2.25  1.07 2.38  0.90 2.49  0.85 3.55 0.65 1.81 0.76 2.49  0.79 
Commitment (1-7) 6.52 0.53 5.38  1.34 5.50  0.98 4.96  0.87 4.73  0.71 4.08  1.05 
Climate (1-4) 3.04  0.17 3.01  0.50 2.99  0.36 2.47  0.65 3.17  0.30 2.79  0.39 
Note. All concepts are measured on a scale where higher scores reflect a greater extent of the measured variable. Organizational 
climate was measured for subordinates only. 
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Two-way ANOVAs were used to test whether job satisfaction, WFC, commitment, and climate differ 
with respect to burnout levels and the country in which training was performed. A significant main effect 
of burnout level was found for job satisfaction (F (1, 128) = 31.61, p < .001), commitment (F (1, 128) = 
14.97, p < .001), WFC (F (1, 128) = 12.49, p < .01) as well as for climate (F (1, 98) = 14.08, p < .001). 
The main effect of the participating country was significant for affective commitment (F (2, 128) = 
22.93, p < .001), WFC (F (2, 128) = 15.70, p < .001) as well as for climate (F (2, 98) = 5.58, p < .01), but 
not for job satisfaction. None of the interaction effects (burnout x country) were significant. However, the 
results for job satisfaction, commitment and climate should be interpreted with caution, as the Levene’s 
test of equality of error variances was violated in these cases. Nevertheless, the results provide support for 
differences between burnout groups. Interestingly, the outcome variables were also contingent on the 
national context in which the training took place. 
4. Conclusions 
Our results demonstrated that employees with some burnout symptoms are less satisfied with their job, 
less attached to the organization, perceive the organizational climate less positive and have more 
problems in reconciling work and family responsibilities as compared to the no-burnout group. Such 
conclusions, however, are somewhat limited due to a reduced sample size and low prevalence of the 
severe burnout group. Other studies should strive to replicate our results. Nevertheless, future burnout 
interventions should also address burnout-related variables. Finally, specifics of the national context 
should be taken into consideration when designing burnout interventions as well as at their evaluation. 
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